Job Characteristics Theory

[bookmark: _GoBack]The Job Characteristics Theory studies the factors that make a particular job satisfying. The theory was developed by J Richard Hackman and Greg Oldham in 1976 and refined again in 1980. Faturochman (1997) defined the Job Characteristics Theory as describing “the relationship between job characteristics and individual responses to work. The theory specifies the task condition in which individuals are predicted to prosper in their work” (p. 1). 

A primary component of the Job Characteristics Theory are five job characteristics that can be studied to help predict job satisfaction. Here are the five characteristics, listed in the order as presented by Faturochman (1997). To my knowledge, the list is not rank-ordered. 

1. Skill variety: How many different skills and talents does the job require of a person. Are they asked to do a lot of different things, or is it a monotonous, repetitive job? 
2. Task identity: Is there a clearly defined beginning, middle and end to a given task? Does a worker know what he or she is supposed to do, and when he or she is successfully completed the task? 
3. Task significance: Does the job have “a substantial impact?” (Faturochman, p. 1)? Will it matter to people, either within the organization or to society? Is this job/given task meaningful? 
4. Autonomy: How much freedom does an individual have to accomplish his or her tasks? This freedom includes the ability to schedule work as well as figuring out how to get the tasks done. 
5. Job feedback: Is an employee kept in the loop about their performance Are the being told when they are doing well and when they are not? 

When present, those five characteristics will lead to three psychological states: 
1. Experiencing the work as meaningful - which Faturochman defined as feeling the work he or she does is "generally worthwhile, valuable or important by some system of values he or she finds acceptable." 
2. Experiencing personal responsibility - where a worker is accountable for the results of the work done. 
3. Knowledge of the results - a worker must know and understand how well he or she is doing the job. 

As Faturochman writes, "all three psychological states must be experienced by an individual if desirable outcomes are to emerge. If any of the three psychological states is not present, several outcome variables such as motivation and satisfaction will be weakened." (p. 2). 

When the five characteristics lead to the three psychological states in a positive manner, an employee will feel satisfied. When any are lacking, job satisfaction becomes lower. 

Hackman, Oldham and Lawler (2000) came up with a series of action principles based on the five core characteristics. "If enriched jobs and increased motivating potential are to be achieved, then: 

1. Natural work units should be formed, in order to increase task identity and task significance. 
2. Tasks should be combined, in order to increase skill variety and task identity. 
3. Client relationships with the ultimate user should be established, in order to increase skill variety, autonomy and feedback. 
4. The job should be vertically loaded with responsibilities and controls formerly reserved for management, in order to ______
5. __________
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