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Abstract

The main objective of the study is 10 examine how job
characteristics are related to job performance. It included 185
employees at an educational institution. Job characteristics
included factors that arc related to the work itself: employee’s
petceptions concerning clanity of job responsibilities, availability
of learning opportunities on the job, job pressure, whether job is of
value, whether she is doing an important task, and whether she is
respected by others for the work she does. It was hypothesized that
specific perceived job characleristics would aflect panticular
aspects of job performance. This was found to be the case in a
number of respects. The perceptions that one was doing an
important 1ask, that one’s work was respecled by others, that one’s
job responsibilities were clear, and that one’s job was of value, as
well as less experience of job pressure, were all significantly
related to at least one dimension ef job performance level.

Studies suggest that certain job charactenstics influence
whethcr or not an employee performs satisfactorily. These studics
have focused primarily on populations in Western countries; how
applicable the findings are cross-culturally requires continuing
rescarch.

Purpose of the Study

The present study examines a number of job characteristics,
deemed important to performance by previous rescarchers, to see
which might relate to the job performance of women
administrative employees at a higher educational institution in
Saudi Arabia.
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Importance of the Study

The study provides basline daia for evaluation and reform. It
identifies certain job characteristics that affect employee
performance. The study also yields new insights into. possibilities
for further research on job performance.
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Literature Review
Job Characteristics and Motivation

It has long been recognized that the content of the job or task
assigned has considerable bearing on the strength of a worker's
molivation to perform effectively (Vroom 1964: 236). Herzberg
(1968. 53-62) concludes from several major studies Lhat there
seem to be two different sets of job characteristics, one set
determining employce satisfaction and the other employee
dissatisfaction with work. The primary determinant of employce
satisfaction resides in a set of job-related faclors intrinsic to the
work iself. These charactenstics of the weork, which relate to the
values and goals that individuals consider to be important in giving
meaning to their lives, are achievement, recognition, advancement,
the work ilself (variety, autonomy, challenge), growth, and
responsibility.

This set of job characteristics comprises what are called
motivators because they are effective in motivating the individual
to superior performance and effort They are motivating because
employees have a streng need (o satisfy their estcem and seif-
actualization needs at work. Esteemn necds require developing and
maintaining self-respect, respect from others, status, and
recognition. Self-actualization needs require [fulfilling one’s
potential. Schoen and Durand (1979:58-60) indicate that studies by
behavioral scientists, including Herzberg, conclude that a job is
molivational when it offers six major opportunities. These are 1o
feel personally responsible for performing meaningful work, to
experience a feeling of achievement, 10 feel that the job is
inherently useful and 1hat the resulls are worthwhile, to experience
feelings of autonomy while performing their work, to perform a
variety of imporntant tasks utilizing different skills, and to obtain
feedback about what has been eccomplished.

Lawler (1973:160) emphasizes thai the major effect on
employee performance is not from the objective state of the job
characteristics but rather from how these are perceived by the
employee. Yet Herzberg and Mausner (1992) claim that
maotivation 1o work can only springs from such characteristics as
recognition and advancement, characteristics related to the job
itself, According 1o Szilapyi and Wallace (1990:183) cumrent
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thirking suggests Lhat job characteristics affect the “intrinsic”
motivation of the employee. Barrier (1996:30) indicates (hat
employees may find their grealest reward in the work itself. In
Saudi Arabia, Al-Zamel and Khatab (1983:57) found that both the
work's nature and employees’ perception of the iinportance of the
jobs they did were the two most significant variables influencing
employee performance.

Study Methods

The population of the study included 185 Saudi women
engaged in admimstrative work. They werc 1[04 permanent and 81
contract employees, at an educational institution in the Westemn
Province of Saudi Arabia. Permanent employees are those hired on
a permanent basis. They get paid according to the job grade leve!
assigned to them. They are emtided to such government
employment privileges as retirement pay, promotion, yearly bonus,
ten days yearly emergency leave, thirty days yearly paid vacation,
and paid sick leave for up to a year. Contract employees are those
hired on a contract basis for six months. They get paid according
to their qualifications. They are not usually entitled to such
government employment privileges as retirement pay, promation,
yearly bonus, and emergency leave. However, they may receive
social insurace for retirement. They are eniiled to twenty days
yearly of paid vacation and to paid sick leave for up to nine
ingnihs. Years of work experience as a contract employees are not
considered in calculating benefits if the employee Jater acquires a
permanent position with the govermment. job positions were
general office workers, bookkeepers, counter clerks, file clerks,
typists, librarian assisiants, and secretaries. The population was
subjected to other studies by the author Assad {2000, 2001).

Questiounaires were administrated in.Arabic, to the subjecis at
their work sites, during working hours, and in the presence of the
research.

Part [ of the questionnaire collected demographic data about
the subjcets in the following areas: marital status, education, major
field of study, monthly income, age, and years of work experience.
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Part 1 of the questionnaire included a set of questions to
measure the following variables:

)Employees’ perceptions of the adequacy of job
caracteristics which include factors that are related to the work
itself. The vanable was measured through questions on whether or
not: a) workers perceive (hat their job responsibilities are well

defined, b) they think that there are learning opportuniiies on the -

job, ¢) they expenience job pressure, d) they think that their job is
of value, €) they are asked to do important tasks, and {} they feel
respexied by others for the work they do.

2) Job performance. This veriable measured employees’ job
performance. Four dimensions of adequate performance were used
in the present study: punctuality, dependability, cooperativeness,
and professionalism. The four dimensions were measured by using
16 items-questionnaire. Each item is rated on a 3-point rating
scale.

Punctuality included the following vanables: when late, how
late the employee usually came to work; how frequently this
happened; when the employee lefi work early, how early; and how
frequently this happened.

Dependability included the following vanables: whether or not
the employee needed to be remunded to get things done, whether or
not she called the office to notify her supervisor when she would
be absent lor onc day, whether or not she stayed in the office when
the boss was ebsent for a short period, and whether or not she
needed to be told how to pricritize her job tasks.

Cooperativeness included whether or not the employee
substituted for an ahsent colleague when the boss osked her to do
so, whether or not the employee performed duties that were not
part of her job responsibilities, whether or not she called other
departments when necessary to help inguirers, and whether or not
she worked over wmne when the boss asked her to do so.

Professionalistn was measured by asking how frequently did
the employec make personal phone calls at work, did not go to
work for personal reasons, took snack and tea breaks, and visited
socially 1o colleagues’ offices.
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Study Hypotheses

It was hypothesized that the edequacy of job characteristics
(such as clarity of job responsibilities, avabillity of leaming
opportunities, expericncing job pressure, wheather job is of value,
einployees doing important tasks, and feeling one’s work is
respected by others ) would lead to better job performance. Those
who perceived their job charactenistics more favorably would be
more likely than those who perceived them less favorably to
perform better on the job.

Chi-squares were computed to test for relationships between
vanables, using the .05 level to determine statistical significance.
Cramer’s V was computed to determine degree of association
among variables.

Findings

Demographic chamacteristics
Table 1 summarizes the demographic characteristics of the

study population:
Table]l. Summary of Demographic Characteristics of the study
pulation
Coutract Prrmanent

Facior Fmployees % Employees ) Tomb %

Aizrzal Married 2] 750 T 593 | 136 714

Satm Singhke i1 FTH n .8 1 s
No College

Eduestions] Degres o] na 26 o L %7

Level Collepe Depree 57 [T¥) ™ ¥5.0 {18 S0

Major Liberal Ant EY] 393 53 5.0 5 %0
Na Mzjor 3 EEL] pT3 150 EH _ 37
Adwrnitetion | 20 4.7 3 YT i 143
Lo thas 6000 1, L00.0 40 ns Jin a4

Mantily :..t;: "“hsnaa

i rivels and Mlore o 0 b4 €13 = Ll

Ay Loy than 34 [£] 774 12 404 105 548
15 13 Hore 3% ni 82 5 0 a1

} , 15 Tl 6.7 19 18.3 [ 486

E:""I"“"" 10 5 &1 3 100 [ 78 0
Maorr Gan 30 ] %] 64 [JX] [X] 313

Tetal Respaases for Evch Factor 81 i .1

Job Characteristics by Ewmployment Type

Respondents wete asked for their perceptions of their job
characteristics. They were asked if they agrecd wilh the following
statements: job responsibilitics are well defined, there is
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opporturity to leam on the job, I have lots of pressure on my job,
my job 1s of value, 1 am doing important tasks, and [ feel respected
by others for the work I do.

The general [indings for this cluster of varables are
summarized in Table 2. As this table shows, large majorilies of the
respondents indicated that their job responsibilities were well
defined (73.0 percent), that there were opportunities to leamn on
their job (70.3 percent}, that their job was of value (74.1 percent),
that they were asked to do imponiant tasks (64.9 percent), and that
they felt respected by others for the work they did (56.9 percent).

Contract employees did not differ from permanent employees
in any of these respects except the last one. Permanent employees
were more likely to feel respected for what they did (70.2 percent)
than contract employees were (60.5 percent). This may result in
part from the facts that permanent employees were offered more
training opportunities, were promoted more often, and had higher
educational Jevels.

Table 2. Perceived Job Charactenistics by Employment Type

Emjilavmeet Type
Job Chararteriatica ' Caatrac] Employres Fermancot Employres | Totals
F % F in ¥ %
Job reapocmbilitics sre well | F ] bER | -] Tl 135 T34
defimed ) 13 159 19 1.2 0 .0
There is opportenity to Jearn | F = pr 8| T [ %) 13 w3
on the foh 1 2 .1 1] 3.7 a3 197
I have lobs of pressure ca oy | ¥ 4] .8 L] BS.T 149 L1E]
1 2 1116 14 £33 16 19.0
. F 5 a T 780 in IR
SRR 1 11 "3 26 250 o | 183
1 em asked W do bmportant | F .2 667 ] 635 120 [Z% )
Tasks 1 27 313 1 M5 63 311
1 m respected by others far the | F 9 6 T3 a2 wm 8.9
work | do 1 1 0.4 kLl %4 £3 Ml
Tutal responsss for each frclor n b} 138

* Frequency columnF = Frequentlyl = Infrequently

Job Characteristics and Job Performance

Based on previous study findings, it was hypothesized that
specific perceived job characteristics would affect particular
aspecis of job performance. Table 3 shows, indeed tus was found
10 be the case in a number of respects. Employees who found their
job responsibilities well defined and who perceived their jobs as
valusble appeared to be morc cooperative. Employees who
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experienced less job pressure, who felt that they were asked to do
important tasks, and who felt respected by others for what they did
were more likely to be more dependable. Employees who
perceived that they were asked to do imporiant tasks were more
likely to be punctual to work. Those Who felt respected by others
for what they did were also more likely to demonstrate
professionalism.  All of these relationships were statistically
significant at the .05 level or less and of moderate sirength. The
only job characteristic which showed no significant relationship
with any aspect of job performance was perceived availability of
leaming oppartunities on the job.

Each of the significant relavionships found between job
characteristics and job performance will be examined in um.

Table 3. Summary of Refationships Between Perceived Job
Characteristics and Job Performance Levels
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Perccived  Clarity of Job__ Responsibilities _ and
Cooperativeness. s. Table 4 shows, 53 3 percent of the respondents
who perceived their job msponsiblhl.ms as well defined where
often cooperative.Table 4 also reflects that 34.0 percent of the
respondents who did not perceive their job responsibilities as well
defined where often not as cooperative .

Table 4. Perceived . Clarity of Job Responsibilities and
Cooperativeness

Fregueacy of Percepton of | Frequeary of Conperativeaess
Ll L Barely ! Somctdmes | Often Totsls
lafrequent 9 bl 17 50
% 1A.0 482 340 7.0
Frequeat 12 51 n 135
% 89 s 533 73.8
21 5 3 L5
e 4 405 $8.1 £00.0
X'=644 '
df = 2

Level of Significance = .04
Cramer’s V =19

Perccived Job Pressure and Dependahility. Employees who
experienced less job pressure were often dependable. Table 5
shows, among those perceiving the least pressure, 58.3 percent
were highly dependable as compared with onfy 32,9 percent of
those perceiving more pressure.

Table 5. Perceived Job Pressure and Dependability

Perceived Freguency of | Dependability Level
Job: Pressure Law Medium High Totals
Icfrequens 5 10 21 1
“a 13,9 ITR 5A3 19.5
Freguent ) 69 % 149
% 0.8 £63 129 80.5
36 Fi) 70 LES

WD 19.5 a3 373 £00.0

Xi=8.01

df =2

Level of Significance = .02

Cramer’s V = .2]

Perception that Job is of Value and Cooperativeness. Table
6 indicates that 53.3 percent of the respondents who frequenty
perceived their job as valuable cooperated ofien with their
colleagues, while only 33.3 percent of the respondents whe
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infrequently perceived their job as valuable cooperated often with

" their colleagucs.
Table 6. Job Is of Value and Cooperativeness

Frequency of Perrcption that | Frequency of Conperativeness
Job [s of Value Rarely * | Somctimes | Often Tonk
1efrequeny 0 22 186 44
% 208 45.8 313 259
Fregoent i 53 Fi ] 137
N % 18 4.7 53.3 .1
Totals 2 75 ] 185
1.4 J0.5 451 [DC.0
X?=8.52
df=2
Level of Significance = .01
Cramer’s V=21

Perceived Frequency of Doing Important Tasks, Punctuality
and Dependability. As Table 7 shows in more detil, 49.6 percent
of the respondents who felt that they were asked frequently to do
imporiant tasks were highty punctual, as compared with only 37.5
percent of the respondents who felt that they were asked
infrequendy to do important tasks. As perceived frequency of
doing important tasks declined, so too did punctuality.

Table 7. Perceived Frequency of Doing Important Tesks and

Punctuality
Frequency  of  Doipg | Puncivality
Imporiaat Tetks Low Mediym High Toluls
[nfrequeti L& 24 M (3
| % 250 ns 375 350
Frequent n 19 59 ny
% 9.2 41.2 49.6 65.0
n 73 a3 183
Totab 143 399 15.4 100.0
X?=§48
df =2

Level of Sipuficance = .01
Cramer’'s ¥ = .21

Respondent™s perception that the lasks she was doing were
important also affected her dependability. Table 8 shows, 43.7
percent of the respondents who felt that they were frequently asked
to do important 1asks were highly dependable as compared with
only 27.7 percent of the respondents who felt (hat they were
infreqnenuy asked to do important tasks.
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Table 8. Perceived Frequency of Doing Important Tasks and

Dependability i
Frequency af Doteg | Depeadebility Level
Importam Tashs Low Medium Aligh Toisls
[nfrequess 19 18 14 (%]
Ya 29.2 41.1 27.7 3
Frrguens 17 5 s2 1o
% 143 4:0 43.7 547
L 74 0 184
e 126 424 33.0 100.8
X*="764
df=2

Level of Sipnificance = .02
Cramer’'s V =20

Perreption _that One’s Work_is Respected by Others,
Depcndability and Professionalism.Data conceming  (hus
subhypothesis mdicate that there is a positive relationship betwecn
feeling one’s work is respected by others and dependability. Table
9 shows, 44.3 percent of the respondents who perceived their work
as [requently respected by others were highly dependable as
compared with only 25.4 percent of the respondents who perceived
their work to be infrequently respected by others. Conversely
27.0% of the respondents who perceived their work as infrequently
respected by others showed low dependability. while only 15.6%
of the respondents who perceived their work as frequently
respected by others reflected low dependability.

Table 9. Frequency of Perception that Qne's Work Is
Respected by Others and Dependability

Respected by Olhera Lependability Level
Low Medium High Totals
Infrequesl 17 30 & 63
O 270 41.6 25.4 1
Frequent 19 49 54 122
L 18546 40.2 LK) £5.9
k] T 70 188
uh 196 313 7.8 100.0
Xi=722
di= 2

Level of Significance = .03
Cramer’s V=19

As Table 10 shows, 47.1 percent of the respondents who
believed that others frequently respecied them for their work often
showed professionalism, while only 28.6 percent of thoss who
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believed that they rarely received respect often showed
professionalism. X

Table 10. Frequency of Perceptions that One’s Work Is
Respected by Others and  Professionalism

. Showing Professioealism
e Rarely Sometines Always Totzls
[nfrequenn a1 4 14 [£]
% M3 33.1 b2 X 342
Frequent 21 'Y} 57 T
i 174 355 41,1 5.8
42 &7 75 1H
ek ns 364 04 100.0
X2=8.20
df= 2
Level of Significance = .02
Cramer’s V.= .21

Summary and Recommendation

To sum up, with regard to employee percepiion of job
characteristics, the majority of the respondents in the study
population indicated that their job responsibiliics were well
defined, that they had opportunities to team on the job, that their
job was of value, that they were asked to do imponant tasks, and
that they felt respecied by others for the work they did. All of these
Jjob characieristics except learning opportunities, were significanily
related 10 at Jeasi one dimension of job performance Jevel. The
more highly respondent estimated her job, the more likely she was
to perform well in it.

The implhcations are ciear managers secking to opumize
employce performance should take care to define job
responsibilities clearly and ascertain that these are understood by
the job holder as well. Managers must also make employees feel
valued and let them know how their work 15 imponant to the
orpanization. Employees should be entrusted with the highest leve!
of responsibility commensurate with their demonsirated
capabilities. A reward system for top performers should confirm
their value. Managers who show respect for and reward good work
will have good workers.
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